Approved For Releasg,J002/01/08 : CIA-RDP89-01114R000300090015-9 
w 


11 October 1979 


MEMORANDUM FOR: Deputy Director for Science and Technology 
Deputy Director for Operations 
Deputy Director for Administration 
Deputy Director for National Foreign Assessment 
Deputy to the DCI for Resource Management 
Deputy to the DCI for Collection Tasking 
General Counsel 
Legislative Counsel 
Inspector General 
Comptroller 
Director, Equal Employment Opportunity 
Director of Public Affairs — 


FROM : Deputy Director of Central Intelligence 
SUBJECT : Senior Intelligence Service - Draft Advance Work 
Plan 


1. Attached is a preliminary draft of supplemental guidelines 
for the preparation of the Advanced Work Plans (AWP), an integral 
part of the SIS Performance Appraisal system. The SIS AWP and 
the Performance Appraisal system are the basic documents upon 
which performance awards and/or bonuses will be based. 


2. I would like you to review these guidelines ASAP and 
comment back to the Office of Personnel by COB Monday, 19 October. 
The AWP will also be discussed at the 18 October SIS Conference. 
After review and revisions as appropriate, I expect to issue the 
guidelines before the end of October. 


3. All supervisors of SIS members will be expected to prepare 
the AWP, discuss it with their SIS staff members and reach agreement 
on the AWP by 1 November 1979. The SIS members will be evaluated 
against the agreed upon work plan by 1 October 1980. Obviously, the 
supervisor and the SIS member to be rated must reach agreement not 
only on key priority objectives, but also how measurement of key 
objectives will take place. 
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11 October 1979 


- MEMORANDUM FOR: Deputy Director for Science and Technology 
eg eee oo s Peputy Director for Operations. . 
* Deputy Director for Administration 

Deputy Director for National Foreign Assessment 
~BPeputy to the DCI for Resource Management 

Deputy to the DCI for Collection Tasking 

General Counsel 

Legislative Counsel 

Inspector General 

Comptroller 

Director, Equal Employment Opportunity 

Director of Public Affairs 


FROM : Deputy Director of Central Intelligence 
SUBJECT : Senior Intelligence Service - Draft Advance Work 
Pian 


1. Attached is a preliminary draft of supplemental guidelines 
for the preparation of the Advanced Work Plans (AWP), an integral 
part of the SIS Performance Appraisal system. The SIS AWP and 
the Performance Appraisal system are the basic documents upon 

_ which performance awards and/or bonuses will be based. 


2. I would like you to review these guidelines ASAP and — 
comment back to the Office of Personnel by COB Monday, 15 October. 
The AWP will also be discussed at the 18 October SIS Conference. 
After review and revisions as appropriate, I expect to issue the 
guidelines before the end of October. 


: 3. All supervisors of SIS members wil] be expected to prepare 
the AWP, discuss it with their SIS staff members and reach agreement 

- on the AWP by 1 November 1979. The SIS members will be evaluated 
against the agreed upon work plan by 1 October 1980. Obviously, the 
supervisor and the SIS member to be rated must reach agreement not 
only on key priority objectives, but also how measurement of key 
objectives will take place. 
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4. T expect, in addition to individual work goals; that 
~ supervisors of SIS members will also take into account office/division 
. level goals and directorate goals as well. The AWP should reflect 
_ both the organizational goals and the individual SIS member goals. 


ee 8. At. the end of the first year's experience, I.expect  — 
 <- an Tn-depth evatuation of the SIS system inctuding an analysfs 
_ Of the AWP. : 


“ol "6. E appreciate your continuing support as we launch the 


Senior Intelligence Service system. 
a STATINTL 
rank C. Cartucci 


Attachments 


cc: DCI 
Director of Personnel 
STATINTL SA/DDCI (Mr. 
$ 


Distribution: 
1 - Each Addressee 
- DCI 
- DdCI 
- ER 
D/Pers. 
- DD/Pers 
- DD/Pers/P§&C 
- €/SIS/SS 
- ~- D/Pers Chrono 
1 - D/Pers Subject 
SA/DDCI:skm (110ct79) 
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._ SUPPLEMENTAL GUIDELINES FOR.-THE PREPARATION AND APPLICATION OF. 
_ ADVANCE WORK PLANS FOR» 
-- MEMBERS OF THE SENIOR INTELLIGENCE SERVICE 


Le ae omy ibe bh: 


. ng its several. provisioris, a new ‘Conpensation Spaeth Dor SIS” itenbors. me 


Se arimill Parcovments doptaicer RENoee. (PAR) and aetouietins oe © sligibitigy 


for consideration for substantial mone Ea awards in recognition of excellence, ee 


of performance or “for continued retention as a 1 member of the SIS. 


II. ADVANCE WORK PLAN 
7 Pe The new PAR requires consultations between rated SIS officers and their 
Supervisors to establish Advance Work Plans for the upcoming evaluation period. 
During their meetings, supervisors must confirm that rated officers understand 
....the general provisions of the SIS System and are aware of the SIS: performance 
appraisal and compensation provisions within the SIS System. Active participa- 
“tig of SIS imanees is vital in the process of identifying and agreeing on 
~- - “ major work objectives, job elements and performance standards. Standards 
: developed mutually by the supervisors and SIS members should be more objective 


| and realistic and more likely to be measurable and aiaret Fab 1S: Effective 


EvO-way commmication between supervisors - and the SIS members| ‘regarding progress ae 


‘meeting performance standards is essential throughout the rating cycle. 


Performance standards and job elements must be recorded in writing. The savanedes 
.... of written standards are that they clarify exactly what is expected of SIS . __. 


= yiembers and, if signed and dated by the SIS members and supervisors, provide “a 
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ae documentation that standards have been developed, what they are, and that 
one they are mderstood by the SIS member. Significant modification to the 


performance standards during the performance pie cycle must also be 


in writing. 


a 2 The Advance Work Plan (see cxamplesattached) | isa | multipurpose work- 


“ sheet which is to He used for all SIS members to record: 


ssa. Priority of major work objectives; 
b. Major work objectivesand responsibilities; 
= te Job elements [required results Outputs) ]; 
d. Performance standards [criteria for measuring required results 
(output) ] ; 
e. Modifications, if any, to the major work objectives, job elements 
or performance standards at the beginning of the rating cycle; 
f. Annual evaluative rating for each major work objective (derived 
from PAR); 
g.- Acknowledgement from the supervisor and the employee that work 
objectives and responsibilities, performance standards and job elements 
have been established and discussed and that periodic progress reviews 
have been held. : | 
@) Priorities (Section (a) of AWP) 


Some work obj ectives are more important to mission accomplishment than 


others and deserve more evaluative credit or weight. 


-(b) Major Work Objectives and Responsibilities (Section (b) of AWP) 


An accurate description of current work objectives and responsibilities 


is essential for a properly prepared AWP and responsibilities for the SIS 
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menber' Ss. positron. These. should. include: - gxganizational objectives relative 
tothe missions of the component or. specific topical ‘objectives established . 
“by nieher nanagerial authority (e.g., "cascading" downward from DCI/DDCI to 


“major components, to subordinate components, to individuals); and individual 


bjectives which are specific taskings to the rated officer which generally 


relate. to ‘those continuing responsibilities. that are inherent. aspects of the 
osition assignment (such..as’ an. objective to ‘provide. specific. training. for sub-— 
‘ordinates or for an individual to accomplish specific training, etc.). A work- 
objective must be established for meeting Affirmative Action goals and achieve- 
“ment of Equal Employment Opportunity requirements when they are within the 
rated individual's scope of responsibilities. 
(c) Job Elements (required results) (Section (c) of AWP) 
If the performance appraisal process is to contribute to overall 
productivity (mission accomplishment), it is essential that we measure the 
fesults that we achieve and not the HELNE® we do to achieve them. 
| 7 Productivity is a measure of output. A statistician would measure 
-” productivity by the number of reports produced rather than the rolls of 
calculator tape used. In just the same way, we should focus on results. 
Reports received, meetings attended, calls answered, letters dictated all 


BE gray measures of input. It is not how busy an indiviual has been but vhat 


was accomplished, The eceuuptshmen ts are results. 


No manager or executive is paid to be busy. They are paid to achieve 


“results. Accomplishment related performance standards tell us what we have 


-,..achieved, not what we have done. 
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There once was a pilot, flying the Pacific, whose last ‘recorded radio 


: message \ was, “T don't t know where tn going, but Tn making great times How 


would you appraise the performance of that pilot? Did his "great time'' have 


any qeanang at all in this context? 


on Our subordinates nay "make, great, time, ! "busily a attending neetings 


reviewing reports, doing the things managers fie yet not contributing Staite 


Brean Program’ ‘accomplishment >” “Indeed, what | they are doing may not have 


any more meaning than our pilot's "great time." . 
| Most of us are used to describing our jobs in terms of imctional 

activity statements. We do this for position descriptions. For the purpose 
of identifying and measuring effectiveness, we need to see our activities as 
means employed to accomplish end results, and measure the end result achieved. 
The evaluation of results will tell us if we have chosen the activities that 
accomplished the work objective. 

When job elements, then, are identified for work Situations, they are 
Stated in terms of results. 

Job elements are: 

- end results that are observable. 


~ results that can be measured by anyone interested in doing so. 


results that are attainable by the person (within the authority of 
_the position). | | . 
= derived from the overall organization mission. 

- compatible with and supportive of results ee to other 


_ organizational components . 
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“Criteria mist. be set for measurement of these results. pe established ©" 


Peal oe rs See 


Rs ~ Bet geese i ne im, gti Fi Cars ! a 


(d) Performance Standards (criteria for Sees required res ults) - 


(Section (d)_ of AWP) 


ness, “we ‘need to | seé our activities ; as means “enployed to > accomplish ‘end | results, aS 


aa we eee to “measure the end ee achieved” The evaluation oF results will 


= ae eee pee ee 


tell us if we have chosen the activities that accomplished the job. 

= A job exists to contribute : some reeuiced cas the organization, 
The incumbent is accountable to the organization for those results. Each of 
the required results of a position is a job element. 

Job elements are end results that are measurable or observable and 
aetatiabie within the authority of the position. They are results that lead 
to the accomplishment of the mission because they are compatible with, and 
Supportive of, results assigned to other organizational components. A job 
element may be derived from a functional activity statement by analyzing the 
purpose of the activity performed to specify the outcome required. 


The incumbent will be held accountable to the organization for those 
required results through the performance appraisal process. For each job element 
of a job, performance standards must be established to measure accomplishment. 


_ Performance standards are criteria for differentiating. Satisfactory from. - aug 
insur iStaeicay results and degrees 9f accomplishment such as superior or marginal. 


Standards will be measures of quality, quantity, cost effectiveness, timeliness, 
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_ Performance standards should speecene some chal lenge but they must be _ 
realistic, in | that ‘they are ‘achievable. When cored a nertomnanes Standacds 
one may start vach the phrase "performance which fully meets the work 

“objectives when. i | | 

While’ it is: 5 highly. desirable to describe the specific ‘performance - 
ee for each performance level; as a minimum, me written Standards 
mast contain olen pect ae eleably what is ernected for 
"performance which meets the work objectives fully" and to serve as a gauge 

“for overall centeomenes which falls short of or exceeds the performance which 
fully meets the work objective.'' (See attached AWP examples.) 

Since job elements are results, they are observable. Standards express 
observations such as "how well,"' “how much," "when,"' and "in what way" an 


employee must perform in order for his or her performance to be rated. 


Some rules of thumb on performance standards are: 


° Performance standards can be prepared for all positions. To say 
that_written standards cannot be prepared is the same as saying 
that_you can't evaluate performance in that position. 

° Don't confuse standards with procedures. 

Be specific. 

° Be sure the standard is observable, and, therefore, documentable. 
it is often advisable to state the method of observation. 

° Be sure to establish a time frame. . 

° Standards should measure accomplishment in as many of the following 
dimensions as appropriate: quality, quantity, timeliness, cost 


effectiveness, effect obtained, manner of performance, and method 
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_ of doing. This may be measured within the organization or by ~ 


*- ‘external customer acceptance of the work product. 
° Where possible, state standards in terms of degrees of accomplish- 


ment, for example: Performance is superior when..., excellent 


when, unsatisfactory when... 


Interim Progress Reviews (Section (e) of AWP) 


Interim progress reviews will be held with SIS members by supervisors 


i) 


= 


at least once each six months. Column (e) of the AWP should reflect the date 
SESE-"' Oe this review. Attachments ‘should be used for any comments or changes as the 
result of this interim discussion. The AWP may need major revision also. 
(£). Annual Evaluation (Section (f) of AWP) 
Record annual numerical rating from the Performance Appraisal Report 


for each major work objective or responsibility. 


III. PERFORMANCE APPRAISAL REPORTS (PAR) 

Performance appraisal based upon the Advance Work Plan established at the 
beginning and as amended in the course of the evaluation period, is an essential 
feature of the SIS. It links the quality of the SIS member's actual performance 
against aseigaed work objectives and prescribed standards with determinations 
of eligibility of the rated individual for a performance award and/or nomination 


for a Distinguished or Meritorious Officer Rank Stipend. In addition, the 


elative quality level of ratings on overall and individual performance in the 


“PAR will have a direct bearing on the level of performance award and/or rank 
Stipend that may be recommended and ultimately considered for approval. 


“Performance appraisals will also be key elements in consideration for promotion, 


assignment, retention of membership in the SIS or even continued employment 


with the Agency. 
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ie ‘The ee rormence of all members of the SIS will be evaluated on an 
annual basis (with special reports as otherwise required) in accordance with 
published schedules. The standard Performance Appraisal Report (Form 45) will 
“be utilized in the evaluation of SIS members with the use of the Advance Work 
‘Plan described herein. ee | ae 

- 2.°<An overall performance evaluation rating of level 5, 6, or 7 and 
individual duties evaluated at no less than level 5, will qualify an SIS 
member for consideration of a performance award. 

3. An overall performance evaluation rating of level 4 will eliminate the 
individual for consideration for any performance awards. 

4, An overall performance evaluation of level 3 will only assure the rated 
SIS member of retention of basic annual salary level for the initial subsequent 
year following a level 3 rating. SIS members in this category must be 
counselled by the Head of the Career Service and must participate in a remedial 
program developed by the Career Service to assist the individual in overcoming 
any deficiencies in his or her performance. 

5. Two successive annual overall performance ratings of level 3 or a single 
annual overall performance rating of level 2 or 1 require that the Heads of 
Career Service refer the case to the Director of Personnel with a recommendation 
for administrative action. This can include retention in the SIS undér closely 
Speen srobatien for a aerate period of time; removal from the SIS and 
reduction to GS-15 level status and compensation; or termination from employment. © 
The Director of Personnel will recommend to the DDCI the administrative action 
to be taken 

6. All completed Performance Appraisal Reports will be forwarded by the 


rating officer together with a recommendation (if applicable based on ratings) 
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for avards | for each eared individual through the reviewing Sericey 6 the | 

Directorate Deputy Director of the organizational component in which they are 

asSiened iS: g., Meee of the Career Service chee sea of the rated 

ee officer) oo = eae : ee a a ne pte ee 
e The Deputy 1 Directors and the Gator "EN Service will forward the 

SIS Perfomance Appraisal Reports and recommendations for sniawds to ‘the 

Director of Personnel for preparation for DDCI approval. 


8. Rated individuals are not to be informed as to whether or not they 


are being recommended or considered for performance and/or rank awards. 
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: a3 eke a i ‘ hate oS tyes Bo . 3 i ‘ 4 
: | Pe ae SENIOR INTELLIGENCE SERVICE | Ne Hh se SA < [ 
POSITION TYPE: | OR Te es / ~ ADVANCE WORK PLAN (AWP) Mae ae RATING PERIOD: " 4 
(X} SUPERVISORY ee on We te FROM 1 Oct 79 mf 
( ) NON-SUPERVISORY’- _ Ne Cee wt TO 30 Sep 80 poi 
NAME OF EMPLOYEE ~~ STATINTL POSITION TITLE COMPONENT (Directorate/Office/Sub-Comp)  _ SIS LEVEL - 1 | 
. Attomey/Advisor Ch Office of General Counsel : Aes 
a) PRIORITY |(b) MAJOR WORK OBJEGTIVES ~~". ['(c) JOB ELEMENT. | (d) PERFORMANCE STANDARD 3% (e} DATES * (£) ANNUAL PAR ! 
OR RESPONSIBILITIES - __ (Required Results (Criteria for Measuring . (Interim Pro- EVALUATION |... 
os re af (Outputs)) . Required Results (outputs)) . rress Reviews) 
1 | Responsible for recognizing Client relationship Performance fully meets work objectives (level 4) 
problems which require resolu-. .jand litigation pre- when: 
tion by higher authority and — |paration: T. The client is notified of all cases where 
outlining recommended interpre-: | : litigation is a possibility in time to 
tation based on legal precedents |The recognition of anticipate events. : 
and the factual situations atten-|possible litigation 
dant with such problems. Recom- 4+requires that the 2. All litigation actions are completed in a 
mends litigation , - ..fattorney maintain ' timely fashion, i.e., no litigation fails 
wo {close contact with for lack of timeliness. 
the client during : 
_fcontract administra- 3. Seventy percent of the recommendations for 
.{tion. In addition, litigation action made by the attorney are 
_|the attorney must accepted by the attomeys actually con- 
‘{prepare litigation -— ducting the litigation. , 


-/altematives or 


) - ‘lactions in order to Performance is good (level 5), excellent (6) 
jadequately protect or superior (7) when: it exceeds level 4 
: the contract rights Standard by progressively more significant 
; eee ‘fof the client. - | results. 


RATING OFFICIAL (Signature and Date) 


EMPLOYEE (Signature and Date) 


. i i a. STATEMENT OF UNDERSTANDING a | 
This is to affirm that I am knowledgeable of thé-provisions of the SIS performance appraisal and compensation systems and the relationship of per- 


formance evaluation ratings to determinations of my eligibility to be considered for performance awards, rank stipends, retention in the SIS system 


or continued employment with the Agency. 


* Use continuing sheet, if needed. = = ee EMPLOYEES SIGNATURE 
, (1) , Lo - ip 


tte eb nas eet tech oe cm heir date con Abelian vt. Bae ame Foe Ee ee es . nade 
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is z SENIOR INTELLIGENCE SERVICE | eee s See — gayprR . : — 
POSITION TYPE: eth ee ADVANCE WORK PLAN (ANP) : - RATING PERIOD: mG 
(X) SUPERVISORY | | | FROM 1 Oct 79 
( ) -NON-SUPERVISORY.:' | 7 ' 10 30 ‘Sep 80 
5 2. ‘ : m ry inh Sah Bh ARNG SANA AS ERIM hy AED en te IER EESY INBE EEA LESCOL SLE Ae OTTER AAR E TSIEN ITE TEES AEE EN AE TIES race : 
: deviey/Mavisor: Ch Office of General Counsel it 
a) PRIORITY | (b) MAJOR WORK OBJECTIVES (¢) JOB ELEMENT | (d) PERFORMANCE STANDARD (e) DATES * (£) ANNUAL PAR i 
< ao ike OR RESPONSIBILITIES (Required Results (Criteria for Measuring (Interim Pro- EVALUATION |.“ 


ee (Outputs) ) ; Required Results (outputs)) say _gress Reviews) 
| 


Performance is acceptable (level 3), mar inal. 
level 2) or unsatisfactor ye] : 
it falls short by occasionally, f 


co consistently failing to achieve level 4 standard 


r 


<ATING OFFICIAL (Signature’.and: Date) 


IMPLOYEE Cet ture and Date)? 


STATIMENT OF UNDERSTANDING 


This is to affirm that I am’ iniowledgeable of the\provisions of the SIS performance appraisal and compensation systems and the relationship of per- 
magueotiers evaluation ee ta. oe oF mye Sewer to be considered for performance awards, rank stipends, Fetent1on in the SIS system 


pee EMPLOYEES SIGNATURE 
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POSITION TYPE: - 


{xX} SUPERVISORY . 
(. ) NON-SUPERVISORY - 


NAME OF ee - STATINTL 
Attorme 


(b) MAJOR WORK OBJECTIVES * ~~ 


a} PRIORITY: 
OR RESPONSIBILITIES 


Render opinions and advice to ~ 
clients onlegal matters. 


RATING OFFICIAL (Signature and Date) 


MPLOYEE (Signature and Date) 


1 


This is to affirm that I am knowledgeable of the’ provisions 


Advisor, Ci 


jcc) 
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ADVANCE 


POSITION TITLE 


' (Required Results 
_ (Outputs)) 


‘le gal Opinions and 
jAdvice: 


|The client must have 
‘}'available timely 
| legal advice in the 


form of written and 
‘Oral legal opinions 
-in order to make 
‘informed decisions 
‘that are in compli- 
|'ance with appropriate 
_Statutes, regulations 
and case law. 


SENIOR INTELLIGENCE SERVICE 


JOB ELEMENT  j (d) 


WORK PLAN (AWP} 


COMPONENT (Directorate/Office/Sub-Comp) 
0) 1. 78: =tlovee O 
PERFORMANCE STANDARD 


(Criteria for Measuring 
Required Results (outputs)) 


Performance fully meets work objectives (level 4) 
when: i Pree eae 


1. Advice from the attorney was provided in 
all instances in a timely fashion that did 
not prejudice agency interests by delay. 


2. All opinions were written and advice was 
given to client program managers in a fom 
which they could easily understand. 


3. Written opinions and oral advice identified 
and addressed all legal problems presented 
for resolution. 


4. For contract modifications: Reviewed 
contract modification questions and ren- 
dered a legal opinion on each within 15 
days in 70% of the cases. For the remain- 
ing 30%, rendered an opinion within 20 ‘days. 


OF UNDERSTANDING 


. (Interim Pro- 
ress Reviews) 


SAMPLE 
RATING PERIOD: 
TO 30 Sep 80 
SIS LEVEL - 1 
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